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1 3 AUG 1973 


MEMORANDUM FOR: Acting Director of Personnel 

THROUGH : Deputy Director of Personnel for Plans and Control 

SUBJECT : Apparent Discrepancies in Concepts of Personnel 

Evaluation 

REFERENCES : a. Memo fr D/Pers to C/RCS dtd 27 Jul 73, sub j : 

Proposed Changes to I I 


b. Memo fr DD/M&S to Heads of DD/M&S Components dtd 
6 Aug 73, s ub j : Competitive Evaluation System for 
Employees of the Management and Services Directorate 


1. Referent a. requested changes in Agency regulations to implement 
specific modifications in the Agency's personnel evaluation system as 
considered by the CIA Management Committee on 1 June 1973 and approved by 
Mr. Colby subsequent to that meeting. There are apparent discrepancies 
between basic concepts therein and those promulgated in referent b. 

2. The primary objective of referent a. is to establish a clear 
distinction between: 

a. The system of performance evaluation involving Letters of 
Instruction and scheduled ratings of job performance against 
Agency- wide criteria in Fitness Reports for the official record 
which ratings are shown to the employees rated; and, 

b. Those other systems for comparative evaluation of the 
relative capabilities and potential of employees as pertinent 
to various selection considerations. Such comparative evalua- 
tions (rankings) are not recorded in official Agency records 
and usually are not made known to the employees concerned. 

3. The attachment to referent b. titled "AN EVALUATION SYSTEM FOR 
THE SUPPORT CAREER SERVICE" seems well designed for the purpose i'n 2b 
above and is consistent with referent a. as proposed. On the other hand 
referent b. and the attachment "FITNESS REPORTS FOR MEMBERS OF THE MG 
CAREER SERVICE" contain instructions which conflict with referent a. And 
require supervisors in the MScS Directorate to evaluate promotability and 
executive potential on Agency Fitness Reports which will be shown to "the 


Approved For Release 200^^(|^ j 


)Md77A0001 OoW.15p2e 


ft 


eu 




Approved For Release 2002/05/02 : CIA-RDP78-05077A0001 00140015-2 


employees concerned. It is recommended that you meet privately with 
the DD/M&S as soon as possible to discuss appropriate action to realign 
the instructions in referent b. with Agency policy as contained in 
referent a. 25X1 A 



Chief Y Review Staff 


Atts 
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Vt JUL 18173 


IS'IOHAHDUM FOB; Chief, Regulations Control Staff 
SUBJECT ; Proposed Changes 


25X1A 


1* He ft so arrange publication of the attached proposed 
chances to the aifcject regulations* to tbs Fitness Report yam, 
and to the Directions for Completing that Pom. These changes 
vi.ll i^lciaent isodif lections in the Agency’s personnel evaluation 
system os considered by the CIA Management Coawdttce on 1 Juaa 
19Y3 sad approved by hr. Colby subsequent to that reeling. 

The list of approved recommendations end Mr. Colby’s 
additional instructions are attached for your information. 

/b/ John F. Blcxke 


John P. Blohe 
Director of Personnel 


Att 


Distribution: 

Orig & 2 - Adse 

1 - eo-kd/p&s 
1 * P/Pei's 

j/~ Review Staff (1 w/h) 
OP/P&C /BS J b dbw (26 July 73) 
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1 * .Appro ved. Recom mendations 


' . a *. FO m ^ 

revise the certification statement to .indicate that the employee has seen all 
entries on the Form. . 

1 * 

. b * Mc } ] n the certification block an invitation to the employee to attach 
any comment (not necessarily in rebuttal) which he feels will contribute to the 
record of his job performance and require him to check an appropriate box indi - 
eating that he has or has not chosen to do so* 

e. Revise the Fitness Report Instructions to reemphasize that evaluations 
and narrative comments should relate to job performance and that any comments 
concerning potential should be confined to factors related to job requirements. 

Include in the Instructions a requirement that reviewing officials con- 
fine their comments to the evaluation of the person being rated and not to 
include an evaluation of the rating official. 


e. Include in the Instructions a requirement that rating officials comment 
on e rating performance of those employees who are themselves rating officials. 

,, .5* F °™ ard a co Py of the revised Fitness Report Instructions with each set 
of three Fitness Report Forms for review by th§ rating and reviewing officials 
before completing the Fitness Report. 

?* R e yfse Agency Regulations to make the Deputy Directors responsible for 
providing instructions and guidance in adapting the use of Fitness Reports so as 
to best evaluate the job performance of employees within their areas of jurisdiction. 

h. Revise Agency Regulations to make the Deputy Directors responsible for pro- 

viding guidance to the Heads of Career Services, under their jurisdictions in de- 
veloping and administering systems for appraising such factors as promo tabn i+.v 
and career potential. - 

i. Revise Agency Regulations to make the Director of Training responsible 
for providing instruction in job performance evaluation for all supervisors, 
including instruction in the use of the Fitness Report Form and emphasizing the 
development of skills in conducting job performance evaluation interviews. 

After the ' meeting Mr. Colby approved the report and directed the Director 
o Personnel to implement it with the following additions: 

a. Letters of Instruction will be used by all to establish what is expected 
from. the individual; i.e,, goals and objectives. Ratings then will relate to 
how individual achieved the established objectives. 

b. Mr. Colby wants the employee to review the rater's comments and then to 

comment himself as he desires. The reviewing officer then adds his comments and 
the ratee sees the entire report. * 
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20. PERSONNEL EVALUATION ' ' 

a. POLICY. Evaluations of employees' jot performance and of their 
relative capabilities and potential are inherent in personnel, 
management and should he as objective as possible. The Agency’s 
. personnel evaluation program includes an Agency-wide system for 
job performance evaluation and competitive evaluation systems suited 
to the selection requirements of the Directorates and the Career 
Services. 

(1) Performance Evaluation . The Agency's performance evaluation 

system is designed to promote communication and understanding 

✓ 

between supervisors and employees with respect to their per- 
formance of their assigned duties and to provide an official 
record of employees' job performance in terms of Agency-wide 
criteria. 

(2) Comparative Evaluation. Systems fo- evaluating the relative 
capabilities and potential of employees are designed to facili- 
tate selection decisions involving their utilization, promotion 
and retention. These systems should include comparative evalu- 
ations of all factors pertinent to the selection decision and 
should exclude consideration of factors which have no real 

| bearing on the decision. The results of these comparative 
l ' evaluations are of transient value since they pertain to .com- 
parisons between members of particular groups and to specific 

1 
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selection considerations at given points in time, 
not recorded in official Agency records and usually are not 
made known to the employees concerned, 
b. PERFORMANCE EVALUATION. Continuous evaluation of the performance 
of employees by their supervisors is an essential element of the 
Agency's personnel management program. 

(1) Policy. 

(a) Supervisors will ensure that employees understand the 

4 

nature and scope of their duties and responsibilities 

and are continuously advised as to the effectiveness 

✓ 

of their performance. 

(*>) Evaluations of the performance of staff employees and 
staff agents will be recorded in official Agency per- 
sonnel recordt- at least once each year. Employees will 
be shown the reports of their performance evaluations 
except when operational circumstances^ security consider- 
ations or other unusual conditions make it impractical 
or ill-advised to do so. If he does not show the em- 
ployee'.his performance evaluation report the supervisor 
will explain in the report the reasons for such action. • 

(2) .letters of Instruction. Supervisors will provide employees 
written statements of the nature and scope of their work. 

These statements will be revised to record any significant 

. i 

change in their duties and responsibilities. Supervisors 

2 

■ r* V * 

Approved For Release 20(^&5M P r§r^ ) -li#7S--dfeoh’k000100T40015-2 


P 


They are 




■2 


PERSONNEL 

4 Approved For Retease 2002/05/02 : CIA-RDP78-O5O77A0201 0014001 5 

will also participate with employees in defining annual 
performance objectives and action plans which specify the 
timing of results which the employees intend to accomplish. 
These objectives and plans establish the standards for 
evaluating eanh employee's performance in terms of his 
productivity during the following year. Performance ob- 
jectives and action plans vail be revised to record signi- 
ficant qualitative or quantitative changes in productivity 
goals . 

(3) Recording Performance Evaluations 

✓ 

(a) The Fitness Report (Forms 45, 45k, and 45m) will be used 
‘ to record performance evaluations and will be prepared 

and submitted in accordance with the instructions con- 
tained in Forms 451, Directions for Completing Forms 45 , 
45k, and 45m, Fitness Report. 

00 A memorandum in lieu of Form 45 is permitted for employees 
in grade GS-14 and above when it is clearly established 
that such a. substitute is appropriate and not merely an 
avoidajj.ee of specificity. Mien a memorandum is used, 
care should be taken to ensure that the purposes of a 
Fitness Report are observed. The memorandum will be- 
prepared in accordance with instructions contained in 
Form 45i. A memorandum in lieu of Form 45k or 45m will 
not be used for a Career-Provisional Employee. 

(c) Promotion recommendations will not be made on Fitness 
Reports. 
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(b) Submission of Reports (No chance) 

(5) Notice of Fitness Reports Due and Delinquent (No change) 

(6) Re sponsibilities 

(a) The Director of Personnel is responsible for developing 
and monitoring the Agency's program for producing timely 
and useful records of the evaluations of employees' job 
performance. 

• (b) The Director of Training, in consultation with Operating 

Officials, is responsible for providing their supervisors 
with instruction in job performance evaluation for all 
supervisors including the development of Letters of 
Instruction, performance objectives and action plans, the 
conduct of performance evaluation interviews , and the use 
of the Fitness Report Form. 

(c) Deputy Directors are responsible, for providing instruc- 
tions and guidance in adopting use of Fitness Reports so 
as to best evaluate the job performance of employees 
VTithin their areas of jurisdiction. 

(d) The Heads of Independent Offices, Operating Officials, 
and Supervisors are responsible: 

(1) For ensuring that employees are informed continuously 
as to the nature and scope of their duties and 
responsibilities; 

(2) For assisting employees in defining annual per- 
formance objectives and action plans; 

h 
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(3) For continually informing employees of the 
effectiveness of their job performance; and, 

(4) For reporting evaluations of employee performance 
in Fitness Reports in accordance with paragraph ( 3 ) 
above . 

(7) Appeals. In addition to adding his comments to his Fitness 
Report, an employee who so desires may appeal his performance 
evaluation in accordance with provisions of Grievance 

Procedure. 


c. COMPARATIVE EVALUATION. Deputy Directors will guide the Heads of 
Career Services under their jurisdiction in developing and admin- 
istering systems for comparing the relative capabilities and 
potential of employees as pertinent to their selection for assign- 
ment, advancement and retention. The Director of Personnel will 
assist in the development and operation of such comparative 
evaluation systems and will, review them from time to time to 
ensure their continuing relevance to the selection factors under 
consideration. 
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